A s technological advances continue to impact the technical services department, technical services managers may find their staff is neither trained nor psychologically ready for these changes. Libraries today are seeing open source integrated library systems, electronic books and journals, shared catalogs and table of contents services, as well as reduction in binding, and outsourcing of services (like authority services), just to name a few. To remain effective in today's quickly changing landscape, managers must reassess, reassign, retrain and re-energize their staff. Many library managers find that their technical services staff is foundering about what they should be doing, that they are ill-prepared to meet these changes and that their unit is no longer functioning at its best. Advances in technology, software and processes have affected all areas of the library and compel us to look at how we utilize staff. Providing an environment of supportive and continual learning is essential to making these assessments and changes.
Since libraries have become much more integrated in their approach to fulfilling tasks which had traditionally been limited to technical services, it is important to look at the whole system and see where changes need to be made. Traditional technical services processes such as binding, periodical check-in and original cataloging have been impacted by the availability of copy cataloging and electronic journals, greatly changing many functions in the department. Reduction in staff size often has meant that there is not a separate serials unit, cataloging unit and acquisitions unit. These functions are overlapping more as the formats for materials are changing. Serials is no longer able to function on its own separate from reference as the new ways of collection development require that serials, acquisitions, and reference work as a team to review resources which may come from an e-journal or a database or a print or newer format, such as streaming video.
Consider a person who knows at least six months in advance that a new technology or process was going to eliminate her job as it currently existed. The wise individual would look at her skills and what needed to be done in the department, rather than waiting for the organization to tell her what she would be doing next. She could be designing her own new job, rather than passively waiting.
What is a library manager to do with employees who no longer fit their functions?
Reassess -Evaluate Current and
Future Job Descriptions Only by really looking at employee strengths and weaknesses can one begin to reorganize so that staff members are utilizing their strength, can achieve their goals and are being used to the best advantage of the library. Department supervisors also need to determine which staff members need to adapt to the changing functions in the organization. They should also examine their own position for possible changes that should be addressed.
Do not assume that the oldest staff member is the least technologically advanced, nor that the youngest is an űber-geek. Truly seek to look at each person's functional strengths, not just how well they do their current job, or the job as laid out in the job description. A supervisor can begin to assess the strengths and weaknesses of their staff by doing some cross-training, by giving an assignment (e.g. writing up a summary of a meeting), or by allowing the employee some self-testing with some of the interactive learning programs that are available, which teach a function and then rate the learning of that function. Paying attention to what the employee enjoys doing and values as part of their job is important.
As serials continue to move to electronic, one needs to lead staff toward the changes of:
• fewer print claims • less binding needed • electronic archiving. Additionally, there is a need for expanded skills with publishers and vendors to:
• negotiate licenses • activate electronic subscriptions • monitor access • troubleshoot access/trouble logs. When one is working with a diverse group of people, it can be tricky to make sure that all of the staff is in agreement about the steps needed to achieve organizational goals. The change process is often very similar to the grieving process. Individuals may regret the loss of a task in which they took ownership or particularly enjoyed. Their reaction to the change, like grieving, should be addressed as it occurs.
There are some key things to remember when dealing with various groups. Fiona Emberton mentions four basic groups and some suggestions of how to work with them:
• New technical services tasks will include more teamwork and collaboration. These may include researching catalog alternatives, integrating streaming audio/video products, working with an electronic resource management system, contributing to the library staff blog, working with vendors on electronic exchange of information (for authority files, shared cataloging, MARC record loads), and with the reference staff to help identify challenges with electronic journals. Committee work, follow-up skills and meeting skills may need to be developed. Technical services staff may now need to work more closely with reference or collection development staff than they have previously and more people are involved. Learning to "play well with others" is an increasingly important skill.
Reassign -Play to Your
Staff's Strengths
The second task at hand is to reassign current personnel to the new tasks and procedures that have been identified. Reassignment may be the most problematic issue, and this will be the most dependent on organizational structure, human resource processes and possibly union rules and regulations. However, staff duties and assignments should be examined on a fairly regular basis.
When reassigning tasks, there are some important questions that supervisors must ask. What former technical services tasks no longer exist, or have shifted to another department in the library? Should you move staff along with those tasks or train others that are already part of those departments? What are your new staffing needs? What new skills do staff need? These are all important questions that must be asked to effectively incorporate new technologies.
To answer these questions it makes sense to start looking at the various tasks to be done and seeing how best to utilize the staff you have. Perhaps one part of one job should be moved to another person because it makes more sense with a new workflow. Can you teach your "old dogs" new tricks, or can you move these tasks to someone else? Don't assume employees do not want to learn, but some tasks may be best suited to certain skill sets and staff abilities. Conversely, the new technologies, like podcasting, blogging, using wikis, or exploiting the features of Microsoft Office, may often be more readily adopted and used by new staff members. This adaptability may give them an opportunity to be brought into the training program to help train those that are not aware of the new technologies or perhaps reticent to learn them on their own.
In addition to improved workflow and productivity, playing to staff strengths will make them feel important, satisfied and often happier. For example, perhaps you have a staff member who is a good writer but does not have a very good grasp of Web design or creation. Pairing that person with a person with good Web design skills, who may not be a great writer, makes both of these people more useful to the organization.
Retrain -New Skills for All
After reassessing and reassigning, the third step is to retrain. In this age of minute-to-minute change, new skills are needed:
• More computer skills (including ftp, collaborative work environments, blogging, podcasting, utilitizing the features of the ILS system, more use of MS Office suite, etc.)
• Better personal skills (such as networking, teamwork, and the ability to understand the library's mission and internal and external relationships. PHiloSoPHy: I think we should all live our own lives and not judge one another. I think we should help others as much as we can. moSt meaninGFul career acHievement: Helping to arrange arld day. Goal i HoPe to acHieve Five yearS From noW: Be more involved in national library committees. HoW/WHere do i See tHe induStry in Five yearS: I think we will see increasing amounts of electronic resources in libraries as time goes on and I think we will have to find other ways to evaluate the usefulness of libraries than the number of bodies that come into a library. The use of libraries is up, but since users don't always come to the library, it can be hard to make administrations see that. I think library spaces will change a great deal, with more and more space given over to computers and laptop stations. I also believe that the need for training and retraining of libraries will continue to grow and change, and be based heavily around technology. Library managers should be preparing their staff to have the skills to be able to provide this environment to the users. Training can be done one-on-one between staff members or in small groups if it makes sense. Vendors are usually willing to come and train staff in their processes and services. The use of interactive and Web-based meetings has been a boon to training of employees as it requires little financial outlay and no travel. Often there are self-paced training modules and tutorials that are available through associations or freely available on the Internet.
The need for communication between units and between staff members can not be understated. Steve Casburn of Gen X Bites Back says "I think another great thing that one generation can do for the next is for older, experienced librarians to listen to the ideas of younger librarians and not dismiss them out of hand."
5 He continues to state that sometimes older librarians get so caught up in their personal agendas that they forget the library must work as a team.
Re-energize -Communicate and Motivate
In today's budgetary environment, it is unusual to add new personnel, so it is essential that the organization is retaining and motivating staff and using their skills in the most advantageous manner. Singer and Goodrich state that employees stay with an employer because:
• "They feel valued: their concerns, ideas, and suggestions are genuinely sought and listened to.
• They enjoy a feeling of connection and that they make a difference.
• They have opportunities for personal and professional growth.
• The work environment promotes continuous learning." 6 The way organizations treat and train their employees is a big part of employee motivation to learn and grow with the organization. Staff members should be invested in the process to making their organizations better and more adaptable to change. Respecting the needs of the differing groups of employees is one key to making sure that the library can adapt well to the changes it will be facing.
But what about staff members who do not want to adapt to the new technologies? Mayo and Goodrich in Staffing: A Guide to Working Smarter 7 stress the importance of showing the need for the change, creating a "clear, compelling vision," demonstrating improvements quickly, and most importantly, continuously communicating about the changes. Support from top management also needs to be prominent in the communication and in the change process.
When I first became a supervisor, one of my employees gave me the book, Winnie-the-Pooh on Management, by Roger E. Allen. In talking with Pooh and Owl, the Stranger says:
"Above all, she should leave them alone. Get out of the way and let them get on with the job. Guide then, help them, but don't sit on them or smother them." Pooh responds: "I sat on Piglet once,…By accident. He didn't much care for it." The Stranger responds: "Few of us like to be hovered over… Not everyone will respond to that [a manager letting the person alone unless they request help], but enough of any manager's people will react favorably so that a very effective operation will be possible. Remember that the manager's objective is for each individual to achieve excellence within the limits of his or her talents and abilities. Once the manager makes it plain that excellence continued on page 64 <http://www.against-the-grain.com> is the object, her people will strive for it themselves…as long as the challenge is seen to be achievable." 8 Encouraging employees to help shape the new tasks and job functions can help to give them ownership in the process. Giving them the training they need and want will let them know that they are being supported by management to move through these tasks. Encourage some constructive "play" and allow for the occasional failure. People learn when they are allowed to try and even fail in a supportive environment. Allow them to grieve for their old job and to move on to their new duties. Continue to provide a continual learning environment, being mindful that each person adopts change at his own pace.
Conclusion
In conclusion, today's technical services department will need to continually reassess workflow to ensure that new technologies and processes have been taken into account. The staff should be regularly reviewed to ensure that new needs are being met and by the person(s) most capable of handling them. Retraining will be an ongoing, interactive and vital part of keeping up with the rapid changes, and giving employees the skills they need to handle not only the technology but the interpersonal relationships is important. Providing the opportunities for employees to play to their strengths and continue to obtain appropriate training will lead to having a staff that is more engaged, more effective and reenergized.
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